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o | * ORGANIZATIONAL BONDS AND UNION MILITANCY

Robert Dubin® . | R
" University Of Californta, Irvine | |
N o 'l’here have been few serious attempts to characterize union militancy
| according to the features of the work m:llieu. Isolation of work setting
. combined with danger ard a shared work-living culture Fave been indicated o
" as sources of militancy among miners and doek workers. l/ But union militancy / "
is also found under other conditlons of' work. Capitalistic exploitation has
been alleged to be the stinulus for militant worker responses in the dialectic
of the class struggle.z/ There are, however, many genuine unions in’ capitalist
economles that are not militant. ‘ 'I‘he militancy of unio;d"s has been attributed
| to the quality of union leadership, but a,g;ain this f‘aotor 1s insufficient to
) account f'or variabtllitv in militancy.3/ Finally, the balance of loyalty given
" to union or employer has been considered a source of worker militamy in union-

mmagement relations .“/ : ‘

None of these approac‘*es ‘has produced a reasonably satisf‘actory theory
of union militancy in. collective bargaining. It seems worthwhile to try
again. ‘The discussion will be in three parts. (1) stating the theoretical

3

model; (2) 111u.,tratinp features of the model; and (3) drawing out e;eneral
Implications of the theory. . '
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| Hodel of Union Militancy . .
I start with a conclusion that persons select features of all thei.r

9

regy;ar milieux to which they become affectively attached. Work is a stan- .
dard dally milieu and has within 1t sources of attachment for vorkerg &/ v
' Attachment to features of an envirorment involves two steps' (1) atten-
tion to such features, and (2) assigrment of some affective 4 importance to |
them, Attachment may be distinguished from cammitment since the latter re-.
© quires positive af‘t‘ect, while attachment is independent of whether the affect
is positive or negative. At acment may also be distinguished fran vhat 1s

~loosely called motivation for work. Motivation, like comnitme_nt, implies a.
&/ : ST v ’

-

pos itive af‘fect o

The enviroment of work has unlimited f'eatures that may become sources
of attuchment to work. Larpe categories -of work envimment features to which
;o o attactment may develop include: the work itself, the people who ane working
| | colleagues; the quality of human relaticn_s _found in the work place; the products
of labor; the technology and equipment used in getting work dohe; the employing
organization and managerial behaviors in it; and the broad range of payoffs for
working. ladh of these categaries may, in tumn, be Subdivided into specific -
individual features. _For exanmple, the work. itself may provide sources of indi-
vidual attachment to variety, sid11, routdne, challenge, attention, interdepen-

dence with others, and autonany as more detailed characteristics of the work
performed. | | | o |
An individual ina Working_ er_wirorment pays attention, often \s\electively,
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to features of that environment. Indeed,. .it is perfectly clear'that individual .
differences will nenifest themselves among workers in the particular combinations.
" of ﬁources of attachment to work that each develops.7/ Skilled workers will have

_ Aattacmmts to work distinguishable t‘rom unskllled; male workers will differ from. =

female workers, white collar workers will be unlike blue collar workers, ete.
'Ihus, in any work force, there will be rrany sources of attachment to work, and |
variability among irxiividual workers in their particular sources of work attach- -

ment,

The affective response to sources of attachment to work run the full gamut.
We can define af‘fective responses as either positive or negative. Positive affect
of "1iking; i "pref'erring," "appreciating," etc. seem obviously to be associated
with "attachment to." Neg.ative affect of "disliking," "reJection," "disparaging
etc. are not so obviously associated with "attachnent to." Ccnsider, however, |
that a work feature generating dislike may be converted into a source of liking
by chengimr 1ts context or condition. In a simple example . dislike for features
of' a newly introduced technology may transfom Into likingr 1or the identical tech-
ndeal features as we have learned from several studies.e/ _: .
| Thé affective condition of‘ indif'f‘erence 1s the accurate indicator of‘ non-

} attachment. 'Ihere 1s undoubtedly ruch in working enviromerts about which workers.
are mdiff‘erent. 'lhis is one of the saving graces of modern industrial work,
since if its entire envirorment was affectively potent, it would be almost Im-
'possible 8o to design work envirorments as to make them reasonshly habitable. ‘
The research dealing with alienation from industrial work has lumped together the
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negative affective response and the indifferent response. As a 'result, we

‘have vasqtly overest:mated the quantity of alienation I‘rom work ascribed to
" medérn. indastrial workers. | Dissatisf‘action and alienation are not the same,

'I'he sooner we recognlze tnis, the sooner' we will be able to make more and better |

sense in our analyses of work /8 "" S S

.
A r_I .

'lhe idea of union milita.ncy emphasizes the. ag;gr'essiveness with which a.

: union pursues its ggoals in collective bargaining. The militancy of a union is

measured by the willinmess to use, and the actual enploynent of economic and
physical force in g;aining collective bargaimng; ends. Unions. as organizations -

are for bar'bainim; with ezrployers . "here are other' forms of work organizations

‘ranging from mutual aid societies t0 producers co-—operatives that are not pro-

_perly deaignated “"unions." HMilitancy is theref‘ore relevant to the union-manage-

ment relationship. This contrasts with other avenues within which militancy mav

be expr'essed by workers' organizations. For example, in relation to e'ovemnent,

as a political pressure Eroup mshing for legislative advantage s Or @as a defiant

group countervailing the police powers of the state.lo/

3ince’ %1 union represents the collective will of the workers within its - N \

jurisdiction, we may proceed to bulld a model of the relationshipbetween. individual

attacmentb to work and the collective action of workers in union-nanebenent rela-

’ _tions._v_ er will sum up the 1mividual attachments to work a.nd suggest their rela-

tionsnip to the amount of militancy in union action. . o

A union, belng a col lectivity, p;ains and holds its following by fepr'esen ing

"tne iseue., of concern to 1ts merbers. ' These concerns are the individual workers' |
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C attachnent:s to work. Thus, the union program in collective bargaining 1s
t o a sunmry of the collective interests (or sources of work attachment) of its
= members. THe broader the sources of work attachment shared among union menbers,
the broader 1s the range of collective ba.vgalning concemns for thelr union. As
the number of sub,jects of bargaining increages, the amount of linkage or the | |
'4 union with 1ts employer bargaining partner. also mcreases. | ‘ o~
The un:?.onf by generallzing the sources of' worker attachmen'c to work and
bargaining abou\t them, becomes involved in the mstitution of work itself. A '-
prinoiple urderlies the relationship between involvement and the willin@ess to -
threaten the source of involvement. The dynamic is: the more the sources of in-
volvement the less 15" the pr-opensity to threaten the 1nst1tution of‘ mvolvanent.ly
F‘or' example, ' ‘ling, elite, being fully involved (1.e., 1n mny behavioral areas
of the social s:}:‘cem 1t doninates) 1s the least.likely source of challenge to that -
social system, while the disadvantaged class of a society (having feier sources
of at‘cacment to 1t) 1s more- likely militantly. to challenge its present i‘eatures.la/
We may now erpress the relationship between sources of attacment to work e
ard union-militancy. The law of intemctiqn is: the g;reater the number of sources
| of attaeMt "to wor-k among a ‘group of' workers, the less 1s the milibancy with
*which their union will act in collective bargaining. Graphically, this may be
'represented asg in Flgure 1. o

< ‘ Flpure 1 about here

This formulation of the relationship between number of sources of attachment

/‘
™




to.work ax'ad?un‘ion militancy 1s grownded, first of all, in the social psycho-
logical law that the greater the involvement, the less 1ikelihood there is

‘to att;ack the 8ource of the invcﬂ.vement. The felationship is aiso grounded

\in the conclu.,ion that a labor union expresses in its-policles the collected
expectaﬁions of its members, which, for our analytical purposes is their at"ach-

ments to work. -

Features of the Model \

We cari further elucidate the model by ordering the sources of atachment
to work 80 that they have an historically accurate structure that at the same
time bears a relationship to union militancy. Consider tha,t a very 1 level
of att#chment to work can be expressed in the cla.ssic Amevican phrase that unions
bargain for "wages, hour's, and working conditions." This means that one payoff
for world.ng--wages one demand of work-—hours invested by workers, and one broad
enviromental f‘eature-—wor'ld:ng conditions, constitute three principal sources of
attachment to work. When. these alone are what attach workers to their jobs, we
can expect that union militancy will be very high in seeking theit- optimal reali-
ation. ‘ T D S

If we now add to that list anot}39r stratum of sources lof attachment to Work,
like he‘alth and Weifare protection afforded through coilective bargaining; ‘job
bidding; union hiring hall; checkoff of union dues; exclusive bargaﬁning rights,
guaranteed anmal wages; and paid. holidays and vacations, we extend the sources
of attachment to work, and according to the model , will reduce the union militancy
in collective bafp;aining. ' Finally, 1f we add another layer. of sources of attech-

a“~ -
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ment to work on top of the f‘irst"two, mcludit{é éﬁch features as: availabilit;y'
of‘ housiné; énd/or" subsidized housing; day care nurseries for children of female -
workers ,»”recreation facilities; consumer purchasing. f‘acilities, consultattve

- e e

interventiors in the work processes;.we extend the sources of attacknnent to work -

| @ further and reduce the tendency of unions to be aggressive i bollizctive ’

- bar'gain:mg Indeed, ‘when on top of these sources of attachment to\work manage-

ment ceases to be 80 |dfl.std.nctive in 1ts ﬁmctions from wor'lcers that it no longer _.--"

" represents a pemanent class, then we can percelve the possibllity phat the |
_.sources of attachfhent to work are so large In humber tha% unionism is no longer-

relevant to the work siﬂatibn and militancy of the work I‘or'ce vis a vis 1tself‘
as management appythes Zer'o 13/ o ,«"

.In Flgure 2

\ -

e have graphically suggested the more detailed relationship &
" between number of sources 61‘ attachment to work and union militancy.

. : \
' .
L] . S % N ) Ad X
. . . .
-

Flgure 2 about here

In mtemauional corparisons of the relative mie.itancy of labor unions

it seems _clear that there 1s an apparent negative correlation with the nwnber

s v .
R ]

of_‘ sources -of attachment to work over which uriions bargain, or are involved, 1n.

the work institution. For example, in the Scandinavian co;:qtries and West Germany s
as vell as in the soclalist bloc countries, there 1s a relatively high involverent
of the unions in barz;ainin? over or administering a bréad range of sources’ of&ork
attachments of. their membnm. Tere is also a relat;ively low level of union mili-

“tancy. For the Scandinavian comltries, this has been attributed to mduStry-widé




collective bargaining and joint actlons with mariagement that has been charac-
terized as the "middle wéy,'; For the socialist countries, this has been a@tr:t-_ .
buted. to the reduction of- antegonism between managers and tvorkers produced by

the state ownership of entex'prises. Perhaps tHe reason we g;et two simllar out- N
comes lles in the cmmon t‘eature characteriéing both ldnds of societies—-tl’)at
unions, or wor'ker or@nizations, are heavily involved in dealing with an ex'cended

. range of work attachnents. This has hwreased their org,aQizational cmmitnent to ‘
the work organization and thereby Iower their' militancy and. propensity'i:o attack o L

At ' '. ,' . . | / ’ : | o | . | | ../.“' :

In eountries where unlon involvement in bargaining over the sources of work .o
dttachment of their mei‘nbez_'s iss;_nei: e#tensive; tbe level of union @iutmc; is0 | |
somewhat higher tha.f; in the Scandinavian and socialist ceunéries; z‘Ihis. seems to
b€ the case in the Uritted Kingdom and in Italy, and probably in the United:States, |

. as well., - L o \ | | |

In the historical development of a single country, the relationship between ~. \
| union militancy and the range of member work at\zaclments over which it bargains
is very clearly revealed. 'Ihus, the labor movement in the United States has re- \
‘duced 1ts level of militsncy as the arena of collective bargaining has been widened’

. to encompass a larre muber of menber work attackments.lu/ This 1s not to assert, . :
of course, that umons have been less successml Hecause of ’cheir declining mili~ |
tancy. On the contr'ary, the very fact that they bectme more involved(% the work

~Institution may heighten their chames of‘ success in bargairdrkg Tig 1s tme ror' B ‘.
a var'iety of reasom including: the gg'eate" understanding ‘of work org,anizablom |

on the m of union bargﬁineus,ls/ the acceptance of the role of unions by manage

menb, the willingn__e's_s,to shilt the costy of union-won bargains to consumers 5 and L

-
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the 1eg;itimtion of the bargaining process as ‘the means for distributing

”

productivity gains to the enploye§l work force.l6/ o
It may be: xa.alistic to oonclude that the model proposed An this paper

Amakes sense of some of the existing knowledge about variability in union

mlitanny among different, countr'les different ldnds of economies, and through
the hietorical period of union development in a Single countw. The results
are prorrd.sing enom,h to warr'ant further exploration of une theor'y

. o Inplications of the Model

We nay draw several interesting implicatlons and concluuions from this
exmlysis. |

(1) ﬁhe development of modem managerial paternalism may be a significant .
means by which to minimize union militancy. This is especially true under con-
ditions where the pa‘temalism 1s cairied out by broadening the- axteas of worker
attachment to worlr.. This would include, for exa:mie, providing housing and
recreatlonal facllitles as well as. medical facilities and otne‘r se_:r-vicee in the
job setting and directly *ied to working in the particular organization. As the
number of sources of attacment to work is increased, the militancy of the unions
r'epresentin;* workers will be diminished since unions will be less able to nobilize

attacks on the work organization that run counter to attachmente workers feel to-

™~

ward 1t. . ' _ - T

\*ﬁ'/hould be recop;rxiaed that modem managerial patema.licsm 1s ot‘ten objective

and enlightened in its g;oals. The obJective 1s not so much exploitation but i

rather to maximize cooperation in a collusme sense against the conswner.tu/ |
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not surprising to find that Japanese labor unions display a characteristic low

10,

. 'Ihe patermlism 1s designed to provide inducements for continued effective work
'that will m.mess cmmitmnt of :Iniividual workers to their per'romance in the

or'ga.nization. Over all, probably. the most widely practiced paternalism will be
found in governmental units under capitalism and in state enterprises under
socialism., The ultimate development of modem managerial paternallsm is in
soclalist states where there 18 a relative shorbage of' consumer products , and
especially of housing. 18( The withering away of labor unions in their tradi-
tional collective bargaining functions in socialist economies, and especially
the near disappearance of militancy in union behavior (the recent Polis ol strikes
wéme\, after all, "wildecat" and an expression of union militancy, but riote that
they were 'd;lrected at the consumer interests of workers) can be attributed to

the fact that the work institution becomes the centrdl organizing institution for

allocating housing assigrments, vacatior_x opportunities, purchasing privileges,
!

etc., thereby increasing the range of sources of attachment to work. y
At the other extremer from soclalist economies 1s the case of Japan. Again

we can note the very special attention glven in the Japanese culture to maxi-

rﬁizing ati:achmeﬁt to work through the use of the work organization as the allo-

cating social sgency for"nmy soclal services including especially housing and

continuit.y of erployment and promotion. Eveﬁ/ the special Japanese c 1tural pat-
tern of consultation has, in the industrial org;.mization, become a Zj‘;xif‘icant
additional source of attachment to wgrk/lg/ Thus , the Japanese culture, by making
the work setting the f‘ocal mstitutionzo/ of the society under industrialization
has provided the envjrormam;, t’or_ maximizing sources of attachment to work. It is
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-level of sucCesS 'I‘ae‘t?apanese‘ unions are relat:ively"militaht precisely gecause |
of the limited range of worker attachments to work over which they can bars;ain
/z{nce 80 many sources of attacmen'c to the work institution have already been pre-
’,/er.'pted by employer actions. |
(2) Most of what 1s now coﬁsidered enlightened managerial \‘praetélce vis & vis
workers is dles'igned to broaden the nuiber of sources of attachment to work. Stem-
ming £rom the. Lewinian< concllusions_ relating participation to cc;rmﬁtmenp , great
efforts have been bent toward providing employee partic 1pation at4 all levels in
ongoing.work decisions. This certainly adds a significant source of work at'cach— -
ment. Job enlargement and Job enmrichment are. des lgned to brinb more 'of the skills
and aptitudes of the worker 1m;o play and therefore use the self, through self-—
actualization, és a potent added source- of work attachment.za/ The r'elaxation of
rigid requirements regarding dexneamr?. dress, talking while working, are additional - )
practices that incr'ease. thé sense of individual autonoﬁw at work, making ‘éu’conom '
another source of work attachment. ESpéciany' in Europe, inclgding, the soclallst
coﬁntries where 'housing; social' services and r‘ec”eation opportunities are in
shor'tl supply, they have been made ava&ilable 1argely throug;h participation of indi-
viduals in the work mstitution, using these payoffs as still other sources of
work,attachment,. In .inrnigmnt-receiving coiuntries, like Itsrael_(but also including
the‘Eumpean ckountries that supplement their national labor supply by importing |
millions éf‘ tarpér'ary laborers from Scuthern and Eastern European couhtrieé) s there
1s a notable lack of labor union militancy, and even of orggnizéd labor unions,
which may be attfibuted to the fact ﬁhét' the work institution is utilized as the
_prineipal institution through’ which the Jimigrant 1s linked o the recelving society

N / . ' ¥ . .
‘ ) o ‘ ’ ;
. . .

. l ' <. I
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/
and, therefore, it 15 the one Institution to which attachment 15 mexinized 23/

(3) In any society where labor.unions have developed cpllective bargaining
I\mctions, the degree of thelr militancy 1s dependent upoen their limited concen-
tration on f‘eatures-of‘ the collective agreenent . The more broadly the union be-
comes entangled with the entire operation of a company, tbe lese is it likely to

| _be militant in pursuin;;r the collective will of its menbers precisely because they
| and the union have multiple sources oi‘ attachment to work and the campany pro-
p vidinp; it. 'Ihus, the union goals in collective bargaining move in two directions° |
to limit the range of bargaining 1ssues 30 as not to become entangled with the
.compam by hecanidng involved in additional sources of attachment to work; and to
gain at. least Joint control if not exclusive control, over those additiona,l |
sources of attachment to work into which’ the union concern expands. Refusal to
establ«ish Joint\ work measurement or time study operations would be a union move
W | to achieve the firet goal A union demand that & health and welf‘are program

| negotiated through collective bargeinine be controlled exclusively by union oi‘i‘i-

cers s a move to satisfy the second goal.
Where unions have broadened thelr concern with and bargaining over sources

| of attachment to work they have increased the amount of thelir commitment to the

i

work organization at the expense of their militancy. This finds expression in
the development of statesmanship in ba:r‘gainirg with enployers; the entry oi"top
union offlclals into the'power"éiiite of the Jpolitical and aconomic stiuoture; '
the extenslon of --'the"period of labor contracts so as to guerantee labor peace

for ever longer periods of time; the policing of an industry to Insure that no




" prise approaches zero under these. cirmmstantes.

| single competitor can gain ma.rket advantage of the "good" companies that bam-

p;ain Deacet‘ully with the unlon; Joint action wlth employers to protect a@.inst
the import of goods produced by low wage foreig;n labor; and cooperation on

' productivity under' ths limited circumstances of threat to the employer's econamic

2/

health., The u.‘l,timte involvement in all aspects ot‘ work attaclfment by undons

occurs when the union literally takes over the productive enterpr.«se , 88 in the
current situation ort the Clyde among; Scottish shipyards, or when a union estab—-
1ishes or becomes a producers' cooperat:lve. Clearly militancy against the enter«- :

(W) In the tactics of collective bargaining a union can mobillze its mem-
bers to militant; action only by focusing attention upon a limited number of

. lasues, like wa_ge levels. | When the union focuses upon one or on]y a few sources -

of attachment to work ‘in order to utilize discontent to rouse workers to economic
action, 1t does.f‘ 80 with the clear recogmtion that such a tactic 13 most 1ikely
to produce the !desired'willinmess to be militant among its members. This does
not mean, once/a strike has been threatened or called, that the union bargainers |
deal only witl7 the ral]yiny issues that raised the militancy of the members. _In-
deed, 1t 1s ually the case that a wider range of issues is taken to the bar-
gaining table which tactically cannot be glven public focus among, menbers since .
the scope of/the 1ssues will .produce recoe;nition that workers are tied to the ¥
company by erw sources of attachment to work. . ..

I
r

The tactics on the company side are to geek to gain worker recognitim /,
[\
that they hfave many sources of attachment to work and by so doing to reduce their‘

willingnesa;! to be militant.' Public statements 1ssued by management preceeding

]
|
f

I

t
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and during a strike are dirgeted at this end. The nore management is able

[T

to convince its em]toveeq that they have many sowrces of‘ até;;icmnent toﬁwork,
some of whose payof‘fs may be interrupted by a stx-ike, the gx*eater' 1s the. pro-
bability that the wor'kers will welgh off their oormitment to mrk ag;ainst their
conmitment to the union 8 tao'i:ical goals. |
It is therei ore quggested -that attaclment to work may beoome a useful ' o
concept with which to galn s greater u\1derstanding of tactics employed by both
sides in collective bargrai:ﬂng Indeed\ve might even extend the utility of -
the 1dea to include t,he possibility that memagmmt and unions claim the loyalty
of the workers .who are thelr employees-members by asserting thelr respective
control over the payoff‘s recelved t‘nom the sources of attachment to work. Loyalty

. will flow to the mnagemem ir it can oonvince wor'}'ers that management wilungly
pays off lts énployeés"‘in thelr sources of attachment to work (i.e., is paternal-
istic). Loyalty wm‘ attach to the union if." it convinces itsvmenbem that only -

- through union action wiil they be abl'é to gchlevé adequate payoffs in thelr valued
sources of attachment to work. Ne should be oaref'ul to distinguish, however, be-
tween loyalty to, and m‘ili‘_canoy by wions. A union like the Amalgama’ced Cloth:mg
Worker‘s of America hag generated high merbership loyalty in its history, but by
virtue of deep involyqzvant in a g:r‘eat numbey of' :.1om~ceé of‘ attachment to work of
its merbers, ha's\not been, for many years, a militant union. 22/

A : . :
(5) Pinally, .t want to draw out the conclusion that an mtex'esting false

1ssue has characterized managéfial c¢laims 1in collective barg;aimng. This 1s the

issoe of management rlgh \

In the course of the cfevelopment: of Amerdican collec-
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tive barrainiru as well as in capital-i‘st countries of‘ Turope, it was held

that the bargaining rights of unions should be limited\\since to extend the
subjects of the collective ag:r‘eement was to pemit unio to Invade areas of
Vmanagerial prerogatives. The management: stance was to leht union demands
to broaden the issues over which bargains could be. negoIiated on the grounds
t}hat to ’m'amge.reqxd.red freedom of decision in as many arens ‘as possible. The
obvious ;;;asult, when the manaéerial ﬁactic succeeded, was to exacerbate union
niilitaﬁcy since the union was indeed limited to only a few sources of attachment
to work over which it has barpaining rights. 'Ihus, the insistence on nanagerial‘
rfarbgatives sustained and fortified union militancy; bécause of the speclal
linkape bet:ween nurber of sources of attachment to work a.nd union militancy.
When 1t vas finally recogmized that collectlive bargaining could be more rapidly
institutionalized by making the union an active par-tner/ In manag;ing t;he sources
of attaclmn’c to work, and union participation was encouraged by managers dis~ - o
caring t‘wir concern with managerdal prerogatives, the militancy of uniom mea-
surably aeclmedm'mis has been the history in the USA and in West- Gemarw
Mlitancy and Commitment
e iy sumarize. the argurent very shmply. Orgaruzational commitiment has |

as 1ts social psycholopical dimensiog the positivé affect of the individqual for
the orpanization. Comdtment also has as 1ts objective dimension"che sources |
of attachrent to the organizétion;u,(f 'Ihgére are very many sources of atfachment to

work, tie work milieu, amd %he Work organization. 'Te more of these that are | AN




?

activated, and generate positive affect, the more the individual is com-

mitted to the setting from which they arise.

when a union represents efployees of a work organization, union policles

ard tactics summarize the. collective will of 1ts members. The union is more

. militart in 1ts relations with, employers, the narmwef is the range of soux'ées
“of work attachment of 1ts members over which it bargains for them. For it is
‘only under such circwnstances that the poaitive affect of 1ts menbers toward.

- the work oro;miuation 1s mininized permitting them to ene;age in terrporari]y
hostile ¢ ctiom ‘coward it. ’

It .night be speculated that in advanced capitallst economies and in
econmix,ally developed soc.mlist societles, the militancy of labor' unions will
decline. Uzyions expanding involvement in bargaining over sources of attachment -
to work will draw ‘chem im:o hig,her levels of commitment to the obJ ects 3} work
att;achwntm-fhp Work orp-anization and 1t~3 vorking environment. Ultimately, the
degree of involvement in decision rakdng about the sources of attacment.td work

will reach a point where it wi 11 become dif‘f‘icu]t to distinguish on functional
\

-

. grourds between\ management and union. '1‘his may very well lead to the development

. in the Councils 18 no greater thar t

comparable to the Yuwoslav Workersg Counclls where at least the form exists of |

Joint executive-vworker direction of the enterprise. Obviously the union as a -

separate organization withers away militancy of the worker representatives

t of the executives in the bargaining that
. yer p : .
tﬁke, prace within the Counclls. g \

‘there have been %igni’f‘icant dovelbpments in 'organizational theory that must

suifely heve a bearing on the relationships between two organizations~-unions, and

4
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compemies-~aé they barr'réjn wi'ch each other. This anaiysis has taken the

mture -and sources of participant's attachrnent to organizations as a feature

of opganizational theorv that 1s relevant to the bargaining process, It agpears | e .'
- ;thin is a pmmising approach that supplements but does not supplam: other kinds

of analyses of collective bargaining and union militancy.

7’
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*Prqfessor of Sociologgy, School of Scclal Sciehces and Professor of
Administration, araduate .achool of A(hniniqtmtion, university of California-
Ir'vine. This 1s a revisior\ of‘ a paper presented at the First Int;emational -
Indus’crial arxi Labor' Relations Conferencc Tel Aviv, Israel, January, 1972.

This paper was prepared in con.junction m th ONR Contract NmbersNOOOlll-69-A- |

' 0200~9001 (NR 151-31_5). ‘Reproduction in whole or in part 1s per'ntltte,d, for any .

+f

‘purpose, of the United States .Government. . ¥ : ' : - Y
" Lo1ark Kerr and Abraham Siegel, "Me Interindustry Propensity to Strike -
An International Comparison," ch. 1u in Arthur Kornhauser, Robert Dubin and

| Arthur Ross (eds.). Irdustrial Conflict (New York: Mo(}raw-}ln 11, 1954).

“The socialist position was g;ven pmminenoe in Karl Marx and prederick

Enrels, Manifesto of the Communist Party, and has been f‘requently restated .sincé.
3”1’he 1i£erature ranges. from 1nter~pretations of Individual leaders, like
Saul Alinsky, John Lewls: An Unau‘chorj ued Blography (New York: G.P. Putnam s

Sons, 1949), to arxaljseu of levels of union leadersmp as 1n Sidney M. Peck, ‘o

- The pank--a.nd—f*"ile Leader (ilew Haven, Conn.. ¢ ollepe and Umversity Press, 1963)

uCI‘. lhebdore PI\J\I‘CGI.L, The Worker Spedis lils Mind on Ccmpany and Union.

(Cambridg,e' Harvam Unive»r'sity Preqs, 19%35). ,
he basic idea of a‘rtachment to wms elavorated in: Robert Dublr,
MAttachmen’ to Worlk," ’I'ec}pnical Report #e, Individual-»urg;ank%icmﬂ Linkages ,

' _;fx-.esecu*cn- Project at the Umversity of Callfornia~Ilrvine, 1971.

q AN

O'I'he va$t iiterr_at,ur'e on mectivation for work was put into focu_s by the

writiné;s,of Fredrick Herzberg, (Fredrick Herzborg, derrard Mausner and Barbara 3.
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N
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N
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¢ \,

‘Snyderman,. the Motivation £o Work (uew York: John Wiley & Sons, 1959) to

-which ther'e has been a number of con}:»ler werbary responses as well as altemative

)

'proposals. l‘he current status of tne i‘}eld 1s. suceinetly smnnarized in John
Campbell, Marvin D. Dunnette, I.dward lawler, III, and Karl Weick Managerial
Behaviom Perfornance and Effectiveness (Mew Yorl: I‘IcGr'aw-Hill, 1970) chapter 15

ram

A Underm ng all models of motivation For work is the as.,mnption that motivation -

to work 1s a positive aff‘eotive state. '“he emphasls.on attachment to work is |
parallcl to Durkheim'f' concept of "organio solidar'ity", the soclal ljmcap_r,es among. |
per'sons and groups perf‘oming, interdepement work.. "Attacnment" ncludes inter-
I ' dependence in the Durkheimian sense, but in addition encompasses self—conscious
| attention to any feature of‘ an enviroment ~onsioer~ed mportant bv the indiyidual. |
T'I'his has been ampl,z demonstrated in unpublished studies by the author of‘
3,000 Br 1t1sh irdus trial workers and two additional studies of American industrial
: 'workerf* " |

8Cf‘. oharles R. WaJJ\er, Toward the Automatic ‘«‘aotory {New Haven° Yale

b .Univérsity Pr'ess, -195’{) arxl Floyd C. Marni arnd L. Richard Ho:f‘ihan, Automation

and the Worker (New York' }Ierir's' Holt, 1960). ‘ , o 0

9"‘nere seems to be a genuine wmlllin;mesu among analystfr to give up thelr
own cormitment to the Protestant uthic zbout work ard to pr'oj act ! similar or'ientag
tions oﬁto workers. The consequence is a relnc tance to ldi-stinguish between in- |
difference and alienation. The break aWay from this tradition %11l be found 1n

for example, Robert dlauner', Alienation and Freedom (Chicago' Universitj of Chicago

Press, 1964) and Robert Dubin, "Industrial Vforker's' Worlds: A ‘-‘tudy of the "Central




L,if'e Interests! of 7n ~I'“r*m e c"""""‘mtal Prob 3:131- 1)42 (19%6) . S e

lo‘”he" have Heer’ NUINerous actu of wuilon militancy d:!rec‘ced at govern—~

' mental policies, such as wages pollc " Les, t:hat have exerted consiaerable force

v

on governmental policy mkem.

lle‘ Kurt Lewin Fleld Theory in Soclal Science (New York: Harper &
Bv'os. s 1951 - \ ’

125t Roverto Michels, Five Lectures in Political Soctolory (Mimeapolls:

University of Minnesota Press, 1959). o I }‘ .
13A5 S.n the ‘\Io”kem Councils of Yugoslavian mdustry.
)l.u.:he trerd has beer analyzed in somewhat different ’cerms as a product of‘
 broad iks;itutioralimtion of industrial relations 1n fRobert Dubin, "Industrial

C”gn;‘lic'c: The Power of ?r'edictioh," industrial and Labor Relations Review, 18;

3 )@5363 in which predictions made twelve vears eatlier are evaluated,

‘:. * .
1",;<emp} ified in Harold '»JIlens‘lq, Intellectuals in Labor Unions (New York:

The Free Press, 1956), " | o -

lb"mm‘lv a feature of the navioz“al labor poli cies in Great Britain and

the 1 '‘ted S at,es where 1imits on neprotiated wasre increases have been set in/

relation “o the increases 1n lsbop nro*’uc'civit./

' J“7‘ wetlated wap +ivereraes ard welfare benelits be«come the obJject ivq/ ard -

logical ‘ustitication for increasinp, ehar}::es to-enrsuners as ran examples make .
&

clear (building industry and truckin are chvious U.S. examples).

16 ~ , _ R o
Revealed Indirectly when the ouestlons asked in research on viorker orlen-
. ’ . ’ 4

tations in Soviet social uclence are exanined.: For example, A.A. Zvorikine,

S

"heoresical Joundations of the Soclal Processes Control," paper presented at the

’ é
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B .
VII Wor‘d uon{:r @83 of‘ Soctolopy, Varra, dulgaria, 1977, L’Lsts worker response
to questlons about: "satlsfaction wi th canteen f‘\motion," "sa"isf‘action with

vork of kindermrtens," "'*itiﬁf‘action with the cuuur'a.l activities, " "satisfac—

°
L

"10“ with the flat [cmartf“mﬂ aceamodation, a“dj "satisfaction with the medical <.

service at the enterprise.

~

¢ Fredrick Harbison ard Charles A, Hyer's, Managenent_in the Industrial

i

'OI‘].u. (Nlew York: c(xraw—mll 1959), Ch. 13, _"”Ianap*ement in Japan "

20 'Rotert hubir o"lk ard mn«ulo“h msti’cutiona.u Perspectives," Chy 7in

.2 Dunnette (ed. ), .uo"' ard Hon-York in the Year 2001 (“dg{xterey, Ca.: Brooks/

Cble in press) in .vhich the idea’ of the "f‘ccaL ins’citution" is e]aborated with

[}

speci“ic r‘efer'ew o the work mstitutmn. .

\
A
v

21, - :
. ewin, op. cit, -
. ’ -—E.—-.n-—o.—.»- D‘ e

s

“i?r -gelf-actualization see Abrahanm !. Maslow, Motivation and Personallty:

(New {York: ‘;{afﬁer % Brod., 195’4_), and on Job design and job enlargenent see .

. . , :
Vietgr H. Vroor, Jork and otivation (Mew York: Wiley and Sons, 1964) and Fred-.
rick liaern bers, sork and the lature of lan (Clevelard: World Published\Co., 1966) «

/
l),‘ . .
-“-‘Ziistarimt, the ]abor {ed *ration of Israel, Is a faac‘mating example where

the tota’ work Institut ion is ormnized within a single orgfmization, Histadrut

beinrf the enpioyer of - JJOJ““ZB% of the work forcg in i1ts own enterprises, ' The labor
union :;.‘?dc. of Histadrut may occaéionally pﬁrsué striétly trade union goals with | =
sone- miiitancy. “he e:(t:‘eusivek nurlber of sources of attachment to ﬁhe work '1nsti~
’fut:.o-*, i"'.:'lu"‘*n,:* the “u'mtiom of Jistadrut to promote national gxwth and survi-

val, rakes milltancy oy me-bers agalimt it rener'allj unlikely.
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't‘if‘te’ep case .wudies nublLshed by the 'Ia‘cional Plamnmg Association starting in

1549, .

_lfs_t;r'ike ree since World 'x;ar_“II.'arxl:have fbregone wage increases for periods of

N *; - T o - -
I \ ’ {
, \
)/ i ' . 2:. v
* ‘ . . ’
- o . . : »
, —we asule Instances el ‘mionw inage: ent oooperatioware to be found

E

in wcfximms‘cempes where wprk or the work organization itself is threatened and
the uniox\ 15 driven into nwpemtion in" order to preserve jobs. There are many

cases reported in the: Américan literature ;?oinp_ back te union-company cooperation' -

\ ,,,,,,,,,,,

in the r'cpa,ir shops of the aaltimore and Ohlo railroad and covering a sa'ies of - @

3
{

P

- .
_r,#“ R )

- “PRichand A. Lestér, has suggested: "...the Amlg:amated Clothing and tné v e

International Ladies' Garment vlor'ker"s nave been most conservative in them‘ d\e* h %\"‘"_ S

%
mard: and behavior in the 1940's and 1950's. Both unions have been practically V '3

two or. trree years." As Unlons Mat ure (Princetow Princeton University Pr'ess ,

.';_9"58)\, n. 51, Thic kind of econclusion is all fhe more remarkable since both '

. ’ B
undons had origins 'n the social‘ist movement.

26.

Howw . ,
is conclusion *'eg;arding the impact of mstitutiona.tization on undon - e

militency oecause of jOiIst invelvement in sources of attachment to work was .
\ . ?

elaboratec jfn Hobert “)ubin, Jorkinr; Union HMapagement Felations (Englewood Ciif‘-fs,

- - - Y PRPVER Y . ’ ‘ ’
itee oo é);1f'?-.]ticr?"i"-;i]..].’ 1}:);‘//; Cho 70 . ’ ’

‘2‘Cf‘. “Ye entire *"sue of Inlustrial Relations, vol. 9, no. 2 (February,

1272) whdcn-is cevoted to a symposiun on workers' partlelpation, in randgement.
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